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Intelligence and Foreign Policy

I would like to take as my text this afternoon a couple of sentences
that were spoken by Vice President Nixon, before a group of CIA intelligence
officers a few weeks ago, He said, "The objectives for an affirmative
foreign policy can be attained only by the support which policy makers
receive from you, I speak now as 'a. member of the Administration and as
a member of the National Security Council, which is the greatest consumer
of your product, to emphasize that knowledge of the facts is essential
if we are to make the right decisions - essentially that is why we have
to have intelligence.” 1I'd like to talk to you a little while this
afternoon about this matter of the relationship between Intelligence aml
Foreign Policy., My femarka will be related particularly to the National

Security Council as the principal consumer of our product,

Now it seems to me that there are three things that the NSC as a
corporate body and its individual members from the President through the
Secretaries and varlous Directors of Agenciles expect from an Agency like
CIA, In the first place, they expect us to warn them of any surprise
which would jeopardize the security of the United States, You might
call this the Pearl Harbor function, We are in a sense a great radar
screen trying to protect the country not only from military surprise
but also surprise of a political or diplomatic charagter - a surprise
which would seriously damage our security interests. That's one thing

they expeot of us, They want to be warned in advance,

Secondly, they want us to maintain a permanent inventory of

capabilities, vulnerabilities, and intentions of all foreign countries:
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potential enemies, our allies, uncommitted countries, neutrel, or on the
fence, They want to be sure that somebody is constantly collecting inform-
ation, analyziné it, filing it away in usable form, on all fofeign situations
in which we could have a security interest; and the interests of the U, S,
are now so broad and so deep that that means almost any foreign situation

thaet you can imagine,

The third thing that they expect from us is specific support for the
formilation and execution of foreign policy. They expect us to analyze
and estimate situations for which they have to devise policy for the U, S.
Now besides these there are other jobs that we do but I think our main
functions fall within those three cetegories. Those are the things the

NSC looks to CIA to perform,

I'd like to talk perticulerly about that third ones +the analysis
of foreign situations, preparation of estim=tes, that are necessary for
the formulation and executlon of foreign policy. In what ways cen we

perform that function?

Well, in the first place we estimate foreign situations thet call
for new or smended policy. We are constantgly watching the foreign scene,
We should see developing situations which are going to reguire action
by our policy mekers: a threatening situation developing in Iren, a
change of the situation in West Germany that's going to require a change
in poliey, unstable or unsettled conditions developing in some Latin
American country that will have adverse effects upon American interests
and will heve to be countered in some way by American policy. That's one

thing we should be doing, constantly locating or noticing these situations
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developed,

Then secondly, we can estimete the probeble results of verious courses
of action that might be pursued, It is possible then for intelligence to
estimate the probable results of pursuing these various courses of action,
This estimation is not restrieted to the country or area toward which the
policy will be directed but elso includes secondary effects upon other
countries, A policy that we pursue, for example, towerd Egypt, has reper-
cussions upon other countries in the middle East, It has repercussions upon
our allles in VWestern Europe, and in many weys it maey establish precedents
thet have effects circling the globe., So intelligence has a Job of

estimating the probable results of these varlous courses of action,

The third thing we can do is to report on and estimate the effects
of policy that's been adopted. Our policy mskers have selected a line to
pursue against country A, After a time, intelligence can see what the

effects of that policy have been in country A and report upon it,

These three things that I've mentioned here are being done at all levels
of this Agency. The Director of Central Intelligence, in his meetings with
the Prgsident, and with the NSC, is dolng one or tﬁo or three of these
things, At the policy board level of the NSC the Deputy Director is perform-
ing the job, At lower or working levels, other officers are dolng it.

We're performing it in the National Intelligence Estimates which we prepare.
We're doing it also in reports on economic conditions that may come from
the Office of Research and Reports, we're doing it on seientific matters
from the Office of Scientific Intelligence, and from other producing parts

of the Agency.
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I'd like now to set out for you what would be an ideal relatlonship
between policy making at these high and rarified levels and intelligence as
produced by CIA, I cell this idesal because it's rarely met in practice
but it is the sort of relationship toward which we are striving. There
are & number of steps that ought to occur if intelligence makes its best

contribution to policy meking,

The first of those steps would be to provide the policy mskers with an
estimate of the situation that they were going to deal with in their policy
making, DBefore the policy mekers start putting down courses of action that
they expect to follow, they ought to know as thoroughly as intelligence can
tell them what the situation is they're golng to have to desl with, Thus,
if a situation develops in Iran that's inimical to Americen interests, before
we start developing policy toward Iran let's examine that situation thoroughly.
What is the political situation? What's the economic situation? What
military forces are involved? What in sum totel is the situation there that

bears upon American security?

* Well, having provided the policy maker with an estimate of the situation,
the second thing that should happen is for the policy meker to go to work
to draft up his courses of action. He knows now what the situation is,
Let's see what the U, 3. can do about this situastion to promote our interests.
The policy meker should be aware of what our capesbilities are, what we have
in terms of economic resources, what we have in terms of diplomatic and
political power, what we have in terms of military resources, ete, Those
are the things that he can utilize and deploy to help the situation develop

in our favor., So he proceeds to draft up his policy,
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The next step, the third one, is for intelligence to take these proposed
‘courses of action and to estimate their probable consequences. You propose,
Mr, Policy Meker, to give this country 50 million dollers in economie said,

Is that a realilstic proposal in terms of what we know about that country?
Most countries would, of course, enjoy getting all the economic aid that

we can find in our Treasury to give them, But in meny cases it's quite un-
realistic to propose that. They don't have the govermmental and administrative
machinery to utilize it, They don't have the trained technicians who could
be employed. Many countries where we have high security interests are
relatively primitive in terms of modern military equipment, but if you
have a very poor military establishment where perhaps 50 to 75% of all the
enlisted men in the Army are illiterate and many of the officers have only
the most elementary‘educations, giving a country of that kind elaborate and
complicated militery equipment would be a pure weste of money, and perheps
(even more dangerous) it might fall into the hands of enemies or potential
enemies instead of friends, Well, the courses of action can be set out and

their probable results can be estimated on the basis of what we know,

The next step 1s for the policy mekers to adopt what seemed to be
the most realistic lines of action, Now some of the courses of action which
they propose may not have been very serlously considered by them, It's not
necessary that they tell the intelllgence people they have six courses of
action but only three of them are under serious consideration, We can go
ahead and estimate on all six, and they can then mske their selection on the
basis of what they know of our own capabilities snd resources and what we tell

them from an intelligence point of view, Well, they choose what they think
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are the most realistic of these courses of action and they become the policy

of the U, S, in this situation,

Then we come to another step and that is for intelligence to estimate
the effects of policy that has been put into effect by the operating agencies

of our government,

Well now, these steps that I have set forth here are the ones that we
heve been attempting to approach as CIA and the NSC deal with these very
large policy matters facing our government, We try to produce, for the
NSC members, an estimate of the situation when they are going to take up a
policy metter., If they are going to deal with Southeast Asia, we try to
produce en estimate right up to date on Southeast Asia. When the Depart-
ment that has been charged with producing a policy statement brings in the
proposed courses of action, we try then to produce another estimate giving
the probable reactions to these courses of action, And finally, we attempt
later on to review the situetion in the country end see what the effects of

the policy have been upon that situation,

I have celled this an ideal relationship. You may ask why it doesn't
work that way if it seems reasonable to everybody., Well, there are two
‘ressons we can glve why it doesn't work out too well in practice, and why
it still remsins something of an ideal, The first of these is the time
problem, If policy questions &rose at s lelsurely rate, and no one was
forced to act too quickly on them, we could probably follow this schedule
without much trouble, But certainly in the last few yeasrs, we've had things

pop up here and there and most of the time of the policy makers has been spent
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in fighting fires rather then in looking over the world to see where there
might be inflammable materiel and trying to anticipate conflsgrations, It
takes quite a while to produce an important intelligence estimate. It can't
be just picked out of a drawer and sent over in a few hours time, Its
necessary to get from the policy makers the exact terms of reference
that they're interested in, What is the situation as they visualize it?

- What =sre the questions they want Intelligence to answer? What ones are
they going to ask that we can answer? Just what do they want in terms of
scope? What time are they interested in? Is it & policy for the next three
months or is it a policy for the next five years? After we get that, we
may have a collection problem on our hands and sometimes collection is a
long devious business as I'm sure you're soon to learn., Even without a
collection problem, fhen?s the matter of getting the various agencies that
produce intelligence to work on this problem, to bring their products
together, produce a coordinated intelligence estimate, have it agreed to all
around and finally go through the mechanics of reproduction and distribution
to the members of the NSC, Even with good lfick, it usually tekes three to
five weeks to produce a National Intelligence Estimste. It can be done
quicker and sometimes is; but I don't believe the producers would say that
they are too well satisfied with the product turned out in that speed, So
we're constantly faced with this matter of getting lead time on the policy
mekers, and trying to anticipate as far in advance as we can Just what their

needs are going to be and how we best can meet them,

The second thing that militates against the achievement of this idesl is

the poor coordination which often exists between policy and intelligence staffs.
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We are sll in big agencies which move slowly end rather ponderously, and it's
alweys hard to find just who the right person is for the rizht problem at
the right time and so forth., Another difficulty is a certain suspicion

that has always existed between the two. If any of you have had service in
the Army, you know that sometimes good relations have not existed between
the G-2 and G-3 elements, The G=3 elements think that intelligence wants

to know things it has no business to know, things that are operationsl
problems; and the intelligence people are susplcious sometimes of the plans
and operations staff, To some extent that's existed throughout the whole
intelligénce and operating mechanism of our govermment. It is being rapidly
dissipated, I think in the NSC machinery; there the intelligence people

are closely coordinated with the policy people., But when you get outside
the immediste machinery, you sometimes run into this difficulty, end it pre-~

vents the realization of the ideal that I have been specking about.,

Well now, what can we do as intelligence officers or people working
in intelligence to further the realizetion of this proper and certainly,
VI think,wholesome rclationship? Well, I think there are two things that
we should bear in mind: The first one is, we want constantly to have a sense
of alertness, of keenness toward the needs of the policy makers, The
inteiligence we produce is not for our own enlightment, I think intell-
igence agencles sometimes think that they turn this stuff out to pass around
so that everybody can know these déep and dark secrets but without much
realization that the product is not for us. It's for policymeking, for
operating officers. And unless we keep that constantly in our mind, we are

golng to further this relationship,
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Under this heading of alertness or keenness to meet their needs and
desireg, it's up to us to organize our work to meet their reguirements, We
ought to maintain a capacity to undertake new jobs, emergency work, special
assignments, whenever those are thrust at us, That's chiefly a matter of
the directing staffs, planning officers of the agency to see that we don't
get so bogged down in current work that we have no capacity, no flexibility,

with which to meet the needs of policy mekers,

The next thing under thls heading of alertness that I would put is to
answer the questions that the policy mekers are interested in, A lot of
intelligence fails because it doesn't quite ring the bell, It may
satisfy us as intelligence officers, but it doesn't satisfy the needs of
policy. I mentioned a while ago that before we emberk upon an estimate we
ought to have some idea of the scope, the requirements, of these people, It
does no good to turn out an estimate on a situation in Iran for six months
if the policy mekers are trying to devise a policy for the next 2 yeers., Or
if they're working on a policy on the Middle Eest, its not much of a contribution
if we turn out separate estimates on Egypt, Iran, and Israel, and don't
consider the rest of the area., Now those estimates might be fine pieces of
intelligence, they might have value some place, sometime, but they are not

keyed, you see, to the needs of the moment, It's not only a matter of time
and space, 1ts also a matter of taling up the questions that they are con-
sidering as policy questions, We may really not quite hit the policy or
hit the questions that they are interested in at &ll but talk about other
things that heve only e marginal interest to them at the time, Well, I put
21l those under the heading of alertness to the needs of policy mekerss the

development of close working relationships, organizing to meet the needs of
Approved For Release 2000/08/16 : CIA-RDﬁiB-03362A000700100001-0
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these people; and attempting to answer the questions that they're interested

in at the time,

The second thing I think we can do, next to alertness, is to confine
ourselves rigldly to intelligence. It's sometimes very difficult for the
intelligence officer not to break over just a little into the policy making
field. He sometimes lives with these situations so closely, he becomes so
absorbed in them, that he feels that he just must tell the policy maker
what he should do in order to clear it all up in the interests of our security.
Some time ago there was an officer appointed in the agency, an officer with
many quelifications but relatively little experience st the time in
intellirence work, a memorandum was presented to him on a situstion that was
to go up to the director, He read it, thought it was a uceful memorandum, and
wanted to add a paragraph at the bottom though, that in view of the above the
U. S, Govt, should do the following. Well, it was it pointed out to him that
that's just not ouf job. We don't meke recommendations on policy. We present
the situation; then it's up to the poliey mekers to devise a policy that
is realistic in the terms of that situstion. There's a very good reason
why we should stey out of the policy field., And that reason is that we have
only part of the picture. There's a great deal more to it than we present in
our intelligence estimates. There's the whole domestic side; what are our
resources and cepabilities? We don't know. The members of the NSC and the
President have to get fromvthe Joint Chiefs of Staff an estimate of our
military capabilities at the moment. We can't provide that. So if an
intelligence officer were to add in a very simple fashion, "well this could
all be resolved i1f the U, S. would station 2 divisions in Patagonia", that's

see,
no help, you/ because we don't know vhether there are 2 division abailsgble.
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to polig¢y, even foreign poliey, that we know sbout, Take a decision in the
field of economic warfare. We may meke an estimate saying that the continual
exportation of certain articles to some countries behind the Iron Curtain is
very inimical to our security interests, and we might say that it's essential
that this traffic be cut off, Thére may be other angles to that then we know
about, There may be deals by which we're getting things back that are more
important then what we're losing., The policy mekers may have a longer and
broader perspective than we cen heve from the intelligence point of view,
So we must confine ourselves to estimating the situation from an intelligence

officer's viewpoint end not trying to second guess the policy mskers,

In conclusion, I would just like to comment & little bit on the use
that is made of intelligence, How much use is made of it? Is it really
put to good use by these high officers of our government? Well it's something
that can't be enswered catesoricelly, Every member of the -NSC zoes into his
meeting with a briefing book. He has the papers that the Council is golng
to consider in his book, He has along with him the relevant Nationel
Intelligence estimates, I think almost invariably they've read them, If
they haven't rcad them somebody on their staffs has read them, and they've
been briefed about them, Certainly they've had the conelusions drawn to their
attention, It's not uncommon to see a member of the Planning Board rcad a
paragraph out of one of these estimates as some subject is being discussed.,
They are cited a number of times in discussions in these meetings., Besides
this sort of thing you can put your finger on, I'm sure a great deal of the
intelligence that's produced goes into the mentel equipment of these officers.

It helps form their background information, They carry that along with them
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and it forms part of their material when they discuss these matters in Council,

It is rather umusual for an estimate to appear verbatim in any policy
document even when there is & recitsl of certein fects upon which policy is
going to be based, It does appear very often, at least in part, in the
staff studies that accompany NSC papers. An NSC paper conslsts first of a
statement of the problem: whet it is that's going to be décided. The
problem mey be very simply stated; as: to recommend a policy for the U,S, in
Southeast Asia ; ors to recommend & policy for the US in Egypt, or some
other srea of the world, The statement of the problem is followed usually
by & sort of preemble which is a recital of the reasons why we need & policy.
It's usually just a few sentences. In the case of Iren, it will point out
the important geographic pos#itlon of that area, the important natural re-—
sources, principelly the oil, point out the effects upon the other countries
if Iran were to be lost to the free world: various matters of thet kind., Then
there's a statement of recommended policy and it begins "U.S.Government
should: 1L = 2 = 3 = 4 - 4 - 6, whatever number of points are necessary to cover
the policy., Sometimes these recommended.actions are preceded by conditions.
The U, S, Govermment should, if country X were to £all under Communist
domination, do the following things: 1, 2, 3, 4, 5. The U, S, Govt, should,
if country X should form an elliance with country Y to our detriment, do 1,
2, 3, 4y 5, etc. And then at the bottom of the paper there's an assignment
of responsibility for carrying out the policy and that is usuelly to the
Secretary of State with the assistance of other members of the N3C and their
agencies, Sometimes it 1s the joint responsibility of the Secretary of State,
the Secretary of Defense,

Well, then, accompanying this policy statement (which is rarely more than
Approved For Release 2000/08/16 : CIA-RDP78-03362A000700100001-0
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document and partly a document of ar;'umenp ég‘ ‘“é!s to why the policy is

being adopted, It's included with the policy statement so that people at the
lower levels of these departments who are really going to have to carry

out the policy have some idea of the reasons thet cause this policy to be
adopted. Something of the intelligence background thet prompted it some

of the rcasons why a certain policy was chosen over another policy. And into,
that, as I say, a great deal of intelligence goes. Sometimes our natlonal
intelligence estimates sre cribbed in wholesale fashion to produce these staff

studies,
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